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ABSTRACT

Change agencies have to choose among a number of
possible goals, such as a rapid increase in productivity or the
pEESGnal develapment of their clients. Possible strategies include
giving orders, provision of means and services, directive advice and
non-directive help. The conditions under which each can be chosen and
the conseguences which can be expected are discussed briefly.
Probably non-directive help will make the greatest contribution to
the development of people. In order to be effective, a change agency
should give much attention to the system of communication within the
agency, and between the clients and the agents, to the motivation of
the staff to work hard in the interest of the clients, to the
coordination of activities within the agency and with other agencies,
and to the flexibility in adjusting at changing situations. Giving
orders and provision of means and services reguires probably a rather
hierarchical structure, whereas non-directive help can best be given.
by an organization with a participative pattern of leadership. One
study found, however, that agents under authc.itarian leadership are
more willing to listen to their clients. The effects of different
patterns of lecadership in various cultuzes require further research.

(Author/DB)



US DEPARTMENT OF HEALTH.
EDUCATION & WELFARE
OFFICE OF EDUCATION

/ THIS OOCUMENT HAS BEEHM REFPRO-

\ DUCED EXACTLY AS RECEIVED FROM

) THE PERSON OR ORGANIZATION ORIG

H INATING 1T POINTS OF VIEW OR OPIN

IONS STATED DO MNOT NECESSARILY

REPRESENT OFFICIAL OFFICE OF EDU
CATION POSITION OR POLICY

T
A,

e

GOALS, ORGANIZATIONS AND STRATEGIES OF CHANGE AGENCIES

Paper presented at the Seventh World Congress of Sociology, Varna,
Bulgaria, September 1970.

by A.W. van den Ban and C.A. Muntjewerff

Profeesor resp. research assistent Dept. of Extension Education,

ED 061513

Agricultural University, Wageningen, The Netherlands

Summary

Introduction

Goals \
Strategies \
Conditions for the organization of a change agency
Groups influencing the change agencies program and 10
methods

Structure of organization and pattern of leadership 11
Cultural factors in the effects of different leadership 13
patterns

Organizational problems caused by a non-directive
strategy ,

Some factors affecting success of programs 15

~N W

Need for further research

Aco/25€2
-



H.. "}

Summary

as well ag in developed countries are not very effective. One of the reasons

might be that their organization is not optimwi for the goals they have

set and the strategies they have chosen to try to achieve these goals.
Change agencies have to choose among a number of possible goals,

such as a rapid increase in productivity or the personal development of

their clients. Possible strategies include giving orders, provision of means

and services, directive advice and non-directive help. The conditions under

which each can be chosen and the consequences which can be expected are

discussed briefly. Probably non-directive help will make the greatest con-

tribution to the development of people.

In order to be effective a change agency should give much attention

and the agents, to the motivation of the staff to work hard in the interest
of the clients, to the coordination of activities within the agency and with
other agencies and to the flexibility in adjusting at changing situatiors.
Giving orders and provision of means and services requires probably a rather
hierarchical structure, whereas non-directive help can best be given by an
organization with a participative pattern of leadership. One study found,

however, that agents under authoritarian leadership are more willing to

in various cultures require further research.

Where representatives of the clients can influence the change program,
their influence is frequently limited to details. This is perhaps caused
by the difficulties to organize a program which tries to help a number of
different groups and individuals with the problems they consider most

important. Concentration on a few problems is easier to organize efficiently.
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Tn daiffuslicn rescarcn ¢ 2ol of acvtention has veen givel Lo the reaction
of the clients to the actions ol uthe change agents. Asthonishing is that
the actions of the chanpge asgents and the interaction between these actions
and the reactions of the clients are a relatively neglectes field of
study ) Textbooks on extension education give a good deal of attention

to this topic, but usually they are not on the basis of much empirical
research or on high level of social scilence theories.

The actions of the change agents, are influenced by thelr goals, the
strategies they employ to resch these goals and the organization through
which this strategy ls executed. A basic question is whether these goals,
strategies and organizations are attuned to each other. Possibly some of
the criticism which one can hear nowadays about the effTectiveness of change
agencies 1s caused by an organizational structure which is not fitted
for the strategies used or by strategies which are not suitable for their
goals. It is possible e.g. that an organization which was developed to

raintain law and order for a colonial g@vernment has not changed enough

This definition implies that the intention is to further the interests of
the clients. Tn some situations the clients decide what their interests
are, in othe: situations the change agents do this for them. This last
kind of situations have the danger that the interests of the change
agents themselves or of the group they are representing have too much
influence in decisions on the change one tries to achieve.

Our own experience is mainly with agricultural extension services.
That is the reason that we give somewhat more attention to these organizations
as to other kinds of change agencies, alth@ugh we have tried to take a more
general view. ‘

Because cf the'limitéd amaunt of research in this field the objective

of this paper can only be to- st1mulate furth 3 research 1n this area by

drawing attention tD relatlaﬂshlps which need explcratl@ﬂ and by f@rmulatlng

some hypotheses. With the data avallable_lt is not yet possible to present
a theory of the'éréaﬁizati@n of chang%'aﬁéncies, which shows how goals,

Strateg&es and Grganlzatlmﬂ 1n;;uence each Dther.

l)Undgubtedly there are exceptlans to thls generallzatlgns such as
G. Barélss, E Hruschka und H. Rhglnwald, 1952 |




snicies try.to improve the by which their clients achieve thoir
goals., Probably most administrotors are not so much interested in the
ds used .. in fermpractices, or educabional methods, but in the
results obtained e.g. in farm production nr income, in edgcati@;al achieve-
ments. There is very little evidence that the methods used and the results
achieved are highly correlated. In fact some studies show that there
exists no correlation at all (e.z. S.P. Bese, 1965, and R. Jubin and
T.C. Taveggia, 1968)
B. The change agents themselves see it frequently as their major role
to educate their clients to enable them to solve their own problems
in the future e.g. by becoming more capable farm managers or teachers.
Few studies have measured whether this goal has been achieved l)_
Often the clients themselves do not expect their change agents to educate
them, but to provide services for them such as giving information on
new ideas or performing difficult jobs for them (Wilkening, 1958).
C. Some change agencies try to increase production as soon as possible,
others are more interested in a decrease in the differences in income
and in educational opportunities for the children among different sections
of the population. Frequently in order to increase production most rapidly
the change agents can achieve most by working with the relatively well
to do people, who have the resources to try something new and often also
a culture and education which makes it easier for them as for therpéér
people to understand the change agent and to follow his advice correctly.
D. Some change agencies try to help their clients to solve all the problems,
whereas others are specialised in a certain kind of problems e.g. problems
related to heart and vascular diseases.

E. Some change agencies try to work with all people in a given area, whereas

others work only with a special group of the population.

F, Some of the older change agencies continue to work on the problems they
have selected a generation ago without realizing that in the present situ-

ation other problems have become more important. For example for a farmer

in Western Europe it is *ften much easier tg get‘adviéé from the extension
SéfVlCéS @n thé proper uses of fertlllzers than on the chclce of another

sccugatlén, whereas 1t %S clear that the key prcblem for the ievelopment Df

asricultufé»ﬂcwaﬁays'isqthe movement of a fair number of farmers,@ut of

vaﬂr;culture.,

Examples are Schuman ( 967) and NlElSDE (1962)
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they can pe uszed. Unforbunately there is no evidence

conditions; it are only hiypotheses.

" we wish that the clients achieve goals about which
we have decided that they are good for them, we know how these soals

can be achieved and we have the power to force cthers to do what we
like. Sometimes these orders work quite well such as the WHO regulations
on small pox prevention, but a serious disadvantage is that we do not
develop the capabilities of the clients to make thelr own decisions.
Another disadvantage is that the clients are usually much less motivated
to execute the orders they have received than the decisions they have
taken themselves, expecially when they do not believe that these orders
have been given in their best interest. In fact in giving orders change
agents might be inclined to take also in account interests of other
population groups or even their own interests.

B. Provision of means

Provision of means and services such as cheap credit, subsidies for the
adoption of innovations, analyzing the accounts for farmers ete. This
strategy is widely used by change agencies all over the world. It can

be used if the client desires to achieve goals which the change agency
considers correct goals for him, but he does not have thermeaﬂs to achieve
these goals, or he dees not dare to invest the money he has, because of
the risk involved in the innovation. If the change agent is sure that the
innovation is profitable he can stimulate change with rather limited

estments, e.g. by covering the risk for the first people who try an

e

vation. Afterwards they can be used to convince others of the success

b

of the innovation. Tt is not known under what conditions a lanéter

provision of these means will have a positive effect on national ineémeg
Sometires it can prevent employment, Sémétimas,thé rédistribﬁtimn of income
involved mlﬂht be pr@fltable. In general we are quite he51tant to advacate'
the use of thle stratbgyg although it will satisfy Pressure groups Tather
~easily. We believe that fIEQuently more an be aéhleved with the same

money by hlrlng well quallflea staff fcr the change agency. EVEn if these
subsidies are used for their dem@nstratlan effect, it mlght make the results_r
of the demcngtratlcn unbelievable (e.g. Bareiss, Hruéchk5 um§,EheinEald;1962)
With this strategy ve usually do not make aﬂ’imgértaﬁtAcantribﬁtiéﬁ‘té

the devel@meﬂt of t e pe@Ple.k

, ; ;; _ff;'”m'
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nelp a client the next time, if he did not follow his previous advice.

It is probobly the most frequently used strategy, which can work well
when these conditions are fulfilled. The chamge agents do not alwayé
realize that a disadvantage is that it does not teach the client how

he can s@lve similar problems in the future, but keeps the client in a
dependent position. Often the change agents complain that their clients
do not follow their advice. Some of the reasons mignht be that the client
has different goals than the change agent thinks he has or that the
client did not yet recognize his problem at the moment the change agent
provided information on the way in which it can be solved.

Non-directive help

This method originates from work by Carl Rogers with psychiatric patients,
but is also frequently advocated for use by change agents (Batten, 1907,
Van Beugen, 1968). The basic idea is that the chanze agent helps the
clients to realize what their problems are, which resources they have

and helps them to decide how they can use these resources best to solve
their problems. For this purpose the change agent can help his client

to think rationally to reconsider his goals, when they are not in agreement
with eazich other, tc help him to reslize and accept how his emotions

inflvence his decision=-making and to help him to get the information

he needs to make sound decisions (Houttuyn Pieper, 1968). The non-directive

change agent is not Jjust helping his clients with their felt needs, but
also to make them aware of needs by réccnsideriﬂg their own situation
systematicall o In this way vague dissatisfactions can be cnanﬁed in
actlan.

“This non-directive Strateﬁy Qan be used when we believe that the Qllents

~have the right to decide themselves which goals they like to achieve,
‘are confident that they can formulate their own problems and can make

sound decisions for théyséluﬁicn of these problems without help, the clients

have‘thevcsnfidencé-that they are cépable to SélVé;their.GWﬂ problems and

have or can get the means. to:- do- sa; tha he Clléﬁta do not evaect that

“their wants will De met unless they d@ themselves something abaut it.

B
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e e One reason is the lack of traininsg of most cuange

agents in the usc of this method. Anolher reason is that many clients
who heve been used all theiy live to do what they are told to do, do
not like ©o take the responsibility the non-directive strategy reouires

2

Trom them. It is easier fto follow a dirvective advice as to take your
own decisiong in an uncertain situation.

Another advantaze of the non-directive strategy can be that the
clients are much more inclined to work on the execution of their own
decisions than on the execution of decisionswhich some change agent
has made for them.

A disadvantage seems thot it takes time beforethe clients make their
owvn decisions, certainly when the clients are not individuals but groups.
The change agent must be willing to wait until the decisions are made.
When the group, e.z. the village population, has several subgroups
vhich are fighting with each other, it is doubtful whether they will
ever make a decision.

If the goal of the change agency is to help the poor people to catch
up in income and education with the more well to do people in the
community, a non-directive @tjat gy freguently promises the most success.
Often the differences in culture between the change agent and the more
well to do people are not very large.This makes it relatively easy to
understand each other. Furthermore there is alveady a rather high level
of confidence in each other. Poor people have often learned that they

‘must dictrust everybody who says that he likes to help them. To establish
confidence in the change agent and to develop the willingness of the
people to work themselves for their own betterment in c@@peratlan with
the change agent, we believe that a non-directive approach offers the best

promise - for success.

It ic a plty that very little emplflcal evidence 1is avallable on the .

dane in lgdla Qverle_ygars'aﬁD (Exten31cn Evaiuatlan, 1957)
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people in the villo I
higher. The change in practices was veported by the change apents and this

might not be the most reliable nmethod.

Conditiong ror the orzanization of a change apency

How an institution can be organized most efficiently depends on the
work it has to accomplishi. Therefore a change agency has to be organized
differently from a factory. Also for the change agencies the organization
should be influenced by their strategy.VWe will mention first some conditions
for the organization of a change agency Vhlih we believe hold true for all
efficient change agencles and afterwards some, vhich depend on the strategy
used. Again it are much more hypotheses than facts for wvhich sulTicient f

evidence is available.

All change agents have to be capable. This requires a good communication
with research workers and other specialists in order to be kept informed
about the latest new information. This should not be an one-way communication
from the specialist to the change agent in the field. The information stream
in the other direction might be at least as important in order to stimulate

the research workers to investigate the major problems the change agents

L R R b B BT S L i

face in their work.

The change agent should not only be informed about the latest research
findings but also on the situation and the problems of their clients in order
to give realistic suggestions how these problems can be solved. Information
on the way of thinking of these clients is at least as important as technical
iﬂi@rmatiéﬁ on e.g. the fertility of their soils. This information should
not only be available at the field level but ESpacﬁally with the top level
administrators. This requlres a good c@mmunlcatlan upwards 1n the hlerarcgy”

Frequent cantact w:th these cllents is assentlal for abtalnlnn this '
information as well as far ;nfluen21ﬂg them Raﬂarsg Ashﬂraft and Rallnw_ »
‘have shawn in th21r paper for this meetlng tﬂat ln those V1llages whlch have
Hfrequently been antacted by change age&ts many ﬂew farm practlges have been

& pted and that for the farmers in these villages there is a hlgh'cgrrelatieﬂ*'

between contact with ehangé_agéﬂts,and ad®pti@ﬂf§f;iﬂné%a%iénsg'




oy
Lo SR e e % - o o~ ~ 1 S - . 5= T = - 4 5 s
Liie e oazent Zhiouala work d the same arcen to Jot Ul
Yooomnr Al mrT e mmA Frade adi IR, R T P -3 e e
LY LR DennLe an 21 =51 AT 1000, LY OOonT 1denss ana no Lo

interested in programs which can unly have an impact in the long run

25 1s usuelly the case with the development of people.
Another condition is that the change agent works hard, freguently under

difficult conditions, withoutl much supervision. In a factory or an office

fT" as in a change agency with staff

ﬂ_,«

w

it is much easier to supervise the stie
works dispersed in the whole country. The supervision shculd ve directed

to the achievement of the goals of the agency and nov to time at which
reports arrive at the headquarter of some other factor not closely linked

to the goals.

Nearly always & change agency will have to cooperate with other agencies
to achieve its goals. Unfortunately rivalries between governement agencies
are quite common both in developed and in developing countries. Frequently
these rivalries have a harmful effect on the achievement of the goals of
the change agency. Therefore the agency should be organized in such a way
that its staff is willing to make sacrifices in order to achieve a smooth
cooperation with other agencies.

In order to be able to remain a leader in a rapidly chzuging scciety
the change agency itself should be flexible enough to adjust rapidly to new
needs and new development. Bennis (1966) gives strong arguments, although
no empirical evidence, that a Weberian bureaucracy cannot a:hiefe this
flexibility. This requires a democratic pattern of leadership in which there
is free and full communication regardless of rank and power, and where
influence is based on technical competence rather than on the prerogatives.
of power. | |

S@me other Qéﬂdltlﬁﬂg for an efficient Qrﬁanlzatlan depend on the
strategy the change agency uses. |

To use orders as a strategy the same Qrders Sh@uldrbe given by all
agents in order to prevent canfuslcn among and favoratism of cllants!

Also when means and services are provided to the clients rather strlct

rules Ehculd;he followed in order to prevent favaratlﬂm of some clients or -
misuse of ﬂ@vernment funds. One of the vays ‘toeachieve thls unlfarmlty in B
'rules is to wark as. a Weberiaﬁ ereaucracy It lS also p9331b1% ts EChlEV§: : 7T
thls unlfarmlty with lDtEﬂSlVE grﬂup ilsca551on at all levelsaf the Grgasy‘

nlzatlan with dlfferent graups Qverlapp;ng each other in the way this has:

“been described by Likert‘(l96l). This last method can have the advantage;T ¢;; 7“

that the rulﬁs are better understagd by the wh@le staff and th t‘ﬁhelln@f;i;f,rfr

»ifgrmatlan all Qf them hEVE is used to make the rules vh;éh are best adapted;  _h%
| 7 tD the — 7: :
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to the situation in the Tield. A serious disadvantagze of Likert's method
is in cur opinion that with all these discussions a lot of time is required

until tne finzl decisions on the :uales can be made.

What directive advice is given in a certain situation should depend
on a careful analysis of this situation. As a rule there is a lot of vari-
ation in the situation, which meakes it difficult to give the agent orders
of the kind: "In case A, you advise B". Therefore the agent should have free-
dom to make his DWE-dECiSiDn on the basis of a continuous nrofessional
training, if necessary with the help of speclallstg Perhaps in the first
stages of development when capable agents are scarce a more directive
leadership is better. Anyway the task of the people in the regional and
national headquarters is to stimulate the people in the field, who do the
real work, to work effectively. This requires an open and efficient commu -
nication from the people in the field to the headquarter staff, who are
usually higher in rank. |

For a strategy of non-directive help even more freedom for the local
staff seems to be required. One can hardlY'imaginé[that they are able to
accept the values of their clients and help them to make their own decisions
as they get themselves orders to aehiéVé certain targets or to  follow
certain procedures. One needs high lével gréfessiaﬂal change agents who
are capable and free to act accardlnﬂ to the altuatlgn The best way ta
supervise them is PFDbablj a non- dlrectéve c@uns&llng on the meth@ds they
have used in certain difflcult gaSEai A maga; IaQtDr in their wsrk 1s,ta
deal with the feellnxgaf the;r cllents.,Prqbably they are- Dﬂly able to dD
tﬁis effect1vely if th21r SQPETVlSETa dlscuss thélI ;eel;nas Wlth them in
order to make them aware of their own feellngs; vhlch will GthelWlSE un-
consclously 1nfluemce the1r relatlans Wlth th51r cllentk.r

A Qanseauance of thlS dlscusalén 15 Eﬂat it seems hard ta camblné lﬂ

" one chanﬁe a&eney a’ n@nsdlrectlve strateﬂy Wlth a strateﬂy cf glVlng @rders

A camblnatlaﬂ of a nanﬁdiréctlve stratewy Wlth a strategy of" Prav1d1ng meansif;{;»ffi
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o modern organizabion theory influence in an organization
should not only be exerted by the Jdirezter, but by everybody wiho can mke
e contribution to the achievement of the goals L the organization. The
problem is how to courdinate their contributions (e.g. Likert, 1267).

Ve will first discuss which contribmtions can be expected from different
groups to the program and methods the change agency uses to achieve its

goals and afterwvards turn owr attenticn to the coordination problem.

Influence on the change agency's program and methods can be exerted
by the director, by the subject matter specialists, by the field staff and
by the clients or thelr rcpresentatives.

The director will be well informed on the situation external to the
agency such as changes in government policy, in the programs of other
agencies and on the resources available. Also the communication within
the agency will be coordinated by him. If he is one of the most capable
man in the agency, what he frequently is, he can give a fresh view by
combining and analysing the information he gets from different sides in the
agency. However, sometimes he is go busy that he has not enough time to think.
Another impovrtant lfactor is the amount of distortion in the communication
between him and his subordinates. Often he will be expected to make the final
decisions regarding the agencies program and communicate these decisions
to his staff.

The specialists will be best informed on the potential improvements
which can come from new research findings. Frequently, however, they
overestimate the importance of their own specialization. Alsa they are often
perticipating in the analysis of the 51tuat1@n of the clients with regard
to their specialization. o

The field staff has the ma jor share in the actual work of the change
agency. This makes them frequently well informed on the situation of their
Eliéﬂts and of the difficulties they face in their work. Not always they dare
~to c@mmun;cate these dlfflcultles upward |

7 The cllents are best acqualmted w;th the1r own 51tuat1cn aﬁd - tﬁei* 7
1@wn Eaals. OftEﬁ the;r communlcatlon channels with the chanﬂe ‘agency do not

’WOIE very efflcleﬂt Scmetlmes ?Qme Qf th21r representatlves can adv1se on

;z the change ageﬂclés Pr@ﬁram Gr even direct lt There 14 a reas:n ts d@ubt
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ization and patiern of leadership
; sion makes clear that for a change agency an

srzenizational structure has to be found which stimulates an efficient

communication within the organization, a good communication and cooperation
with other gouvernment agencies and a high level of motivation of the stalf.
How this can be achieved has recently been studied by a number oif' social
psychologists and sociologists,(e.g. Arcyris, 1962, Bennis, 19606, Likert,
1961 and 1667, Taub, 196%). Their conclusion is that the Weberian
bureaucracy (Weber, 1956, p. 125-130) is harmful for these goals. This is
especially the case with the "clearly defined hierarchy of offices".
In a modern organization we need a cooperation between different specialists
each of whom is more competent in his own field as one of the others.
When they have the feeling that they got a fair share in the decision
making they wil be more motivated to execute these decisions. The traditional
hierarchy frequently causes a fear for the boss, which prevents the free
communication of essential information to him. The impersonal relationships
between officers make it difficult to communicate emotions and feelingswhich
are essential both for sound decision making and for motivation. The "clearly
defined sphere of competence'" of each office and the rules according to

which the office is executed prevent the essential flexibility in a rapidly

changing socilety.
pattern of leadershig§ which stimulates by an open communication that the staff

agrees about the goals of the organization and are motivated to try to

achieve these goals. It alsc gives the superiors confidence in the ability

of their subordinates to achieve these goals. When the subordinate faces
difficultiesrhe can expect help iather than to have to fearﬂfar“punishment;
Most of the decisions will be taken by a group of a superior with his
subordinates. The superior can act as a linking pin with other groups

at a higher level in the Srgaﬁizati@n. The members of such a group will

feel réspan51ble not Gﬂly for th21r ovn WQIR but far the WDTK Gf the
group oS a whole. L ’ ' '
One study has analysed the effectsﬁafiéifférént cammunieatién‘pattEIES'

rran the - CDDrdlnatan among . dlfferenﬁ staff members of. change agency aﬂd

~on. the;r lnitlatlve (Pelz, l956) A CDmblnatléﬂva meetlﬂgsand Persanal

scors Dﬂ thh p@lnts,,f

?ccntacts between staffmembers achleved a favorable

wr;tten c@mmunlcatlan + meetlmgs was favarable f@r the caardﬁnatlan butﬁi :

VEry uﬂfavarablé far the 1n;tlat1ve, whereas Wiltten -+ gersanal c@mmunlcatl L ?, .

S A SRR

;fiwas unfava;able far ‘the EGDleﬂatlDE and hai na GutSPDkEn effects on the

1ﬁ1tlat1ve Df the;staffde

B

b b I



Trie shoil itecll was e used written communicetion too mueh
and personsl contachs gs done. Ao tho major Jactors
Lot liing Che development ne sav: excessive rules and red
vape, inowrdiclont Jdedegotion o outiccity and lack of recognition of

In some change zoencles one sets Lhe inpression that the new ideas

"y

about participative leadership are applied. Thisc happens especially witl
azencles with a social work vackground in developed countries, where the
staff is often well acquainted with this social psychological research of
management processes. In many other change agencies the staff has got a tech-

nical training in agriculture, medicine or whatever their field of change

e,
is. One gets the impression that it is an exception that directors of these
agencics have studied recent rescarch on management seriously. This happens
in the USA, wlien they become a leave for study at an university once and
a while and might get zn advanceddegree in order to prepare themselves for
a management position in their agency. In EBurope, however, this is an exception.
The managers of the change agencies are selected on basis of their personal
qualities, but they do not get more than a few days of in service training
in management, sometimes from teachers who are themselves not very well
acquainted with modern dévelcgments in this field. On the basis of their
intuition these people might wo pretty well as leaders. One study found
e.z. that only 12% of the field staff of a change agency said they liked
to have some more responsibility than they actually had, and 65% answered.
that they declded about their own work in consultation w;th their superiors.
However, group decisions were gquite exceptional in this agency (Huizinga
and Nath Asopa, 1968) , T |

In other situations the pattern of lEEﬂEIShLE in chanae agencies is highly -
auth@rltarlan. In one study qu?mgfégggtBL@ck Development folcefs the superiors
of the field staff agreed with the 'Wlthgat frequent and detalled 1nsPect;on
~of his Wcrkg one eaﬁnct expect, that a VIV (fleld Dfilcer) will do hlS work

pr@perly s whereas 55% of these VIM's agreed with the statément "Tf a VIN
~is quite actlveg he can easily ﬁet 1n traubleg but if he 15 fr;endlj and .
obedient tD hlﬂher autharlty Wlth@&t t&hlng any. 1nlt1at1ve; ‘he will not have

o ~_that the
' any dlfflculty (Van den Ban aﬁd Thé at l368) Dne reas@n mlﬁht be SH@érlDPS“

,are ﬂDt aware Df the scclal psyeheloﬁlcal researeh Dﬂ man;ﬁement and there—_

",fare c@ntlgue ta vark ;n the Dld autharltaglan way. It 18 alsa PDSSlble thaﬁ

“g?theg ale-avare Df these 1deas; but that they have nct been tralned tD use

Gi;them ?r,perly
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Culvural factors in the effect of dififerent leadership patlerns

In develeping countries the leadership pattern in change agencies
is of'ten rather authoritarian, as we found in the last paragraph and the
decicion makinz is highly centralized (UN, 1961, p. 7). It may be that the
participative pattern of leaderchip, which according to several studies

works well in ceveloped countries is not the best for their cultural situation.

ﬂ

~

ment require o lot of initiative of all staff

members of a change agzency. In o rapidly changing society this initiative

has to be teken under very uncertain conditions. In a society where one is :
used to be punished for failures but not often to be rewarded for accomplish- E
=nte this is unpleasant. é
An example orf these cultural factors gives India. Many inte llectuals é
read regularly the Ramayana, one of the holy books, for guidance in their E

life. A main theme in this book is that a son does well to fulfil the
requests of his father, even if he knows quite well that his father was ;

compelled to make this request, but not desired to do so. In such a tradition

it is understandable that one is not trained to take the initiative modern

management requires of subordinates in Western society. :
Perhaps this is the explanation for one of the findings in the Van

den Ban and Thorat study mentioned above. In this study it was found that

the relatiorsamong the staff of the C.D. organization in India are very ;

authoritarian. Probably as a result of these relations the attitudes of the :

C.D. staff towards the cultivators where nlso rather authoritarian. Also

the C.D. staff took initiative only ingréﬁgentlyi.At the same time most

DR AR i

village leaders consider the C.D. staff as helpful or very helpful to them.
This is a bit more true in villages with an authoritarian BDO than in villages
with a democratic BDO. In these last kind of villages the VIW's were, according
to the village leaders willins to listen to the ﬁultlvatgrug less than in

villages with an autheritarian BDO.
- There are other explanations possible, but1it seems that a -sudden

hr T ‘_ .}’:v“"“‘si‘?'

change to a modern partiéiéativEtPaﬁtern'éf'léadérshig(in a change agency
vln thls cultural s;tuatlon has no favarable effects. In the lDﬂﬁ run when

rfpegple are used tc thls gattern of lE&déLShlP and have QQﬂf dence that it

will be used- cgn51stently, the 51tuat13n mlsht be’ dlfferent Hawever; Wlthaut

1;aﬂ emplrlcal test this 13 not more than aﬁ hypoth251s::;r;

In maﬂy develepln: gauntrlésithe Stafflaf the chanae aﬂencylls'transfarred;  7'

7[every twc or- fDur yearsgwthatrls Just at the tlme they béﬁlﬂ to.become

 "ﬁfperuEt+vE 1 stlmulatlﬁg ghanﬁe 1n the areagiDne 15 afrald that clase

"ff ;tWé7 betWéen the”staff inthe’chanﬂa agency and some paaple in th81r area;ifjfi;_fif:

'[fw1ll Pram@te favcratlsmi
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the provision of means and services, but for giving advice or non-directive
help it is freoguently detrimental.

The background of this need for repid transiers can partly bo sought
in the patronage system which exists in many developing countrias.
Frequently the people expect that their patron will help them with the
resources he has, . * as broker to mediate with government @fficiéls and
other influential people. In return these clients will support their patron
in elections or with unpaid labor (Lele, 1966, Sociologische Gids, 1969)
The clients try to give the staff of the change agency the role they know
for a high status person. That is the role of a patron. Therefore they expect
this help from their agent, rather than advice how they can solve their
own problems. The senior authcr asked e.g. in an Indian village what would
happen if the VIW remained in the same circle of villagers for 10 year.
The answer was prompt: "He would report that he had given a lecture in
village A yesterday and the sarpanch (head) of the village would confirm
this, whereas in fact he stayed at home. The sarpanch can expect in return
a preference in the distribution of fertilizers or seeds'! This villager
expected thathis VLW would only work if he is forced to and that he would
use & kind of patron-client relationship to avoide this force. If the change
agent accepts the'ralevaf a patron, which his clients expect him to takegr
this gives him an opportunity to influence them he would not have otherwise.
However, it also had disadvantages such as the limitations on the development
of independence among his clients. We are not aware of empirical research

of this problem.

Orﬁanlzatléﬂal prablems caused by & non-directive Stratng

Thearetlcally a non-directive Etrategy has 1mpcrtant advantiges, but
our 1mpresslan is that it is nDt usei very often. Qne of the reasons might

'.be the dlfflculty 11 eauses in the Drganlzatlan @f thé change aneney

,,:W;th a ﬁ@n=§1rect1ve strateg y the . Qhaﬂge aﬁents mlght have to work on

dlfferent prcblems w1th ach cllent ‘An efflclent érﬂanlzatlgn be:@mes’

»&:much eas;er with' a standar i atlon af the agencles praﬁram D]LfHSan

":”research has ShDWﬂ e. g that f@r an effect1Ve 1ntr@auctlan Df ,ew 16?55

~ idlffETént 1nfcrmatlan channgls haVe to be ccmglnei Systematlcally§ esmfl st

Mffpecla;ly mass médla and persanal cantact5ﬁ1th ehanfe ag%ntsg It 1; nDt

‘i L;;p@ss1ble tD d@ SD 1f each v1llase aska?;fc: help w1th dﬂfférent new 1&535. ;ff}i;;f
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This does not say that a non-directive stratery causes an inelfective
Lhang; program. LU ls Culte possivle that the ineflicicncles because of
difficulties in the coordination of the program are offsct LYy the Lncrease
in efficiency, because of che greater motivatisn of Lic clients to purticipalc
in the pregram and because of their increasing capability to solve their

own problems. Probably in the showrt run the disadvantiges are greater,
vhereas in the long run the advantages ci the non-directive approach are
becoming more ipmportant. This can be a reason for jgovernments wvho are
interested in short run eiTects and for change agents vho expect to be itrans-
ferred soon not to use a non-directive strategy.

In several countries representatives of the clients help in planning
the change agencies program. However, often these representatives mainly
rubberstamp the program made by the professional staff. For instance from

the United states, a country with a long ftradition in democracy, it is

reported that: "It (the local co¥pted association or committee) cannot become
an effective part of the major policy determining structure of the (TVA) agency .
In practice only a limited sphere of decision is permitted, involving some

adaptation of general directives to local conditions." (Selznick, 1966,p. 221)

In other situations the change agents are subordinates of political
leaders. Often this is intensively disliked by the change agents. One reason

is that it is a blow to their dignity to have to accept orders from a

politician with a lower level of education, who is considered to be of
lower social st.tus. It also happens that the change agents believe that
these politiciansuse their influence not for the general interest, but for

the interest of their party or their own group. Taub (1969) asked for

instance 28 India IAS foicér the opinion about the politician under whom
they serve. Three said: "They are alright", nine: "they laclk Shlll‘ )
eight: Sel¢ lnterestea 5 21ght EGFP&T&thEL} ngf badﬁ'ar ‘'room for
improvement" and four: "corrupt'. - ‘ : P

Another system is to - subsidize by“ the ﬁ@vernﬁent' change
programs . of vcluntary @rg, atﬁgns. In thecry thé ﬁeneralassembly
of members is the highest autharlty in the Drﬁanlzaflans§ but it is no
exception that in fact~the'grcfé35iénal staff is'mast‘p@werful. Sémétimes
’,there are hardly any member vas Wlth the falk hlﬁh schsals 1n the Nétherlands;

In such 51tuatlanﬁ a rpsult 15 that yau da n@t have ane blg gavernment

Vfchange praﬁram3 bu* 'ﬁgn@er Di Small pr;vaté mnes; whlgh arewrlnanced mainlyﬁ i:L}2:f

under eertaln CDﬂdltanS Aﬂ

‘by the subs;djes whch the gsvernment glv"

ffadvantaﬂe chthese Drganléﬂtlan Eaﬂ be- tbatfthey are mueh m@re flexlble

’;g‘g@vernment buréaucracy Scmetlmes th;s ?aémsﬂta bé foset by
: : R T u-dlsadvantages—




a lack of flexibility when a new diviesion of labor with other organizations

T a1 YR e e £ € YRR A e s ot . o b e ey S U SR S IR U | ST T
pEoomes nelaSSary. AZILn wWa o oare non nunare ol jﬁ‘h:‘.' enprLo1cal regearch on the

consequences of this system of organicing change agencies.

Some factors affecting success of programs

't is well lmnown that not all rural development planshave been a success.
Ness (1467, p.240) says e.g.: "The most common observation about Iurmal
development plansin Southeast Asia is that they are Tound in every country
in the region and in almost no case, with the unique exception of Malaya
(and Singapore), they have not been implemented. Arcega (1263) mekes
the same observation about the Philippines: "The government has never faced
a dearth in plans, projects or schemes to make the Philippines self-
sufficient in rice. These were all ambitious plans which frizzled out as
fast as they wer officially launched. They are like typhoons... They come
at the most unexpected moment, and for a while there is a lot of noise and
excitement, but sooner or later they all pass away'.

However, both authors describe also a program which has been successful
in stimulating rural development: The Ministry of Rural Development in Malaya
and Rice and Corn Production Coordinating Council in the Philippines. It
seems to us that both programs have some common features, which might be
responsible for its success: | B
1. An interest in output goals, rather than in moving files l)} and there-

fore the ability to make the,ﬂeeeésary decisions without delay.
2. Clarity about the goals which hav ﬁD”bé achieved. L - ‘
. Frequent inspection of the actual work in_fhe field by the top leaders
~themselves.
L. A QDﬂfldence of the staff that decisions are not taken arb1trar11y§

but that thEJ will be rewarded if Ehey do all they can tD achleve the

ig

goals @f the Ergﬁram and punlshéu.for their ﬂEﬁllgence or lack of 1ndustry
‘5;7The leltlcal pover tD ca@?d;nate the vDrk of d;fferent Mlnlstrles and !

“352321&5.-‘ . ,
 -¥:The fall@vlns qu@té ffam Néss (169/170) Qan 1llustrate same @f these pa;nts._>ruAg*"

. "Local" afflgers is n@t fear ubE arbltrarlness or caprlc;gusness Df the

7{M1ﬂ15ter (th checls frequently and. carefully on. th31r vﬁrk)

f,l)A valuable analy31s Df ' bureauc acyuwhere the;i 15
:f,1n moving fllES accardlng to allrrulésa ’the bureaucr
L therefcre ﬁ@t mueh cgrruptlcngg, Tau (l969) o

W‘ ‘I“"'“f:‘




Thoe:s fecl bthoat thes heve 2 clear ldec ol wihat 1s reguized fron thoem and

bhie tasks are nobt impossiblce, vori., They
realize Lhat Lhey nave to proau the Lweauweracy
and scmetimes the people to do whot ig reQuired. They olso see that il {he
gev out of thelr oriices ana ve kKent informed
oi the progress and Lhe probloms ol the projects ey clso know that there
will be considerable revards and ingenuity
in solvins problems and moving ahead on the project. In describing the
way other officers were reprimonded and punished by the Minister they

aclnowledge that the major cause of such punishment is the negligence and
the lack of industry oi the affected officers'. "Perhaps the most significant
aspect of Malaya's success 1s that it has been achiceved not by separation

of political power from development, btut by infusion of that power in the
development efiort" (p. 240/1)

Probably both programs were not executed in a non-directive way. This
is quite clear for Malaya" "The aim (of the village rural development
committees) was not to discover the felt ﬂeeis of the rural people, but
to induce to work on what the govermment felt (probably rightly) to be
their own needs” (Ness, 1967, p. 203) In the Philippine case the description

is not quite clear on this point, but one gets the same impression. This

does not mean that these govermments were not interested in the welfare

of the rural people. On the contrary they were highly interested in their

p@litical support and therefore in their welfare, but the interpretaiiion
of what is good for the welfare of the people was made mainly in government
offices. 7 |

In some other change agencies the conditions for success mentioned.
above are not fulfilleﬂ; Thefe,it_ rill help the officers personally very
little, if they make a success of their program. This may be, because
their superiors do not often go out in the field, but make the Judgements
on the guality of the1r staffs on the bas;s of repcrtsg whlch are not always

reliable.It also happens that salary scales are based on senlérltJ rathar

than on ach;evementg vhereas there are few Dppartunltlés for Prcmﬁtlcn.'
Elsewhere the persanal ;Elﬂtl@ﬂs with the su@erlcrs or: Wluh PDlltlcal b@sses

_are more Lﬁ@ﬂft&nt tham achlevement Di the aﬁenclesrscils. | |
:?aﬁen21es is the camblnatlan Gf the rcle Df the change agent w1th that Qf'_f ff 3;1‘

 :thé Ealesman, dlSLleutDT Df Tavermment grants; data-callectDr:fcr the;,
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5 fredguen tiy as cxtension officers than as man who control the [ax FICTYS,

who supply them with seeds and Tertilizers or wno collect data for the

census bureau. Indeed the change czents spend more time in collecting census

dita and in controlling farmers thon in advising their clients. It is not

orly time what ig involved, but confidence in the change agents is even

more important. Mcst peasants do not believe that salesman and police men
try to help them.

The difficulty is that in modernizing developing countries many new
roles have to be fulfilled, whereas few capable people and not much money
are available. Therefore one ies to give one person many different roles,
without always asking whether or not these roles are compatible. The role
of a non-directive change agent and of the man who controls the distribution

of irrigation water are certainly not ccrmpatible.

ﬁw

Need for further researc
With the increasing rate of change the role of change agencies in
soclety becomes more and more important. There is a wedespread feeling
that many change agencies are not working very eff ectlveg ‘but research
whether or not this feeling is correct and wvhat factors are influencing
the effectiveness of change agencies is quite scarce. It seems to us that

urther research could pr@fitable be directed:

pt Wﬁ

. to the conditions which influence the effects of different Qhange stratégies
on the major goals of the agencies
2. the effects of different patterns of Leadéfship in change agencies-on the
communication processes within the ag encies'aﬁa between thé.égéﬂtSEand
their cllegts;x%he thlvatlan of the change aﬁents to work hard for the
interest of clients aﬁépthe coordination among . the staffmembers of one
agency and of this agency with other ageﬁ2128§ which work 1ﬁ related
_ 'flelds, _ - N e ST
3. the 1f1i‘1uer1c:e of the cvlmfe on tle}éffe,&:ts of different leadership
>‘Patterng | il r‘m LTI ) 7, i, .,:>},,_
e the effects Df the egmblnatlan Df d;fferent tasks 1n one aﬂency on gzle
.:CDﬂflthS far the ghange agents and Qn the ccardlnatlcﬂ Df dlfferent

:tif'ti s;-¢-;i
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